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. MEMORANDUM FOR: Deputy to the DCI for National Intelligence
S Programs Evaluation ]
Deputy Director for Intelligence
v o Deputy Director for Flans -
e Deputy Directoy for Science and Technology
o Deputy Director for Support

Management of Information Processing '+ !

.o

- SUBJECT

REFERENCE = | 3 Memo dtd 3 Sep 69 to above from DCL;
R Subject: ADP, ~- Managemeat .. |

o

1, The Director has requested that the Executive Director- .
Comptroller take steps to strengthen the coordination and manageraent
of inforroation processing activitics which use computing equipraent.
As a beginning, I beliove we should recognize that computers do not
exigt in an environment unto themselves; they exist oaly because of
come necd to use thom as tools to solve 2 particulay operational problem
or achiovae a particular ranagoment objective, Our problem is not 30
rauch with raanaging computers, Qur problem is with managing the
activities which use them to ensurae that theve is a significant advantage
to wo gained by their vae. If we are able to exercise effective management
control over the uses to which computers are put, we will have some control
over the growth in numbers of computers and their escalating costs.

2. Decisions to use automatic data processing equipment to
solve a particular operational oz ragnagement problem should be based
on & vaview of individual proposals in terma of: S

| a. The overall utility of the proposed application .. .\ «
and its cogtribution to mlssion accomplishment and |~ ¢
_achicvemant of apecific operational o¥ managasaent . .
objectives L CE w
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b. The merits of a computer application in relation

* to other possible solutions to the stated problem, that is. - ,

‘the benefits to be derived in relation to greater return,

higher productivity, increased effectivencss and aimilar ERURR ,'

: -elemaents of value,
. - Life expectancy of the proposed system in
. relation to the time required to implement it and the value
of tha return expected.

d. Relationship to and compatlbility with other existing | e
oy planned ADP activities and to overall program plans, ' '

3. In conducting this review, it should be borne in mind that

 the Office of Computer Services, DD/S&T, ls the central Agency

- organization providing consultative, technical, and equipment support.
to all Directorates. While other components are not precluded from
doeveloping ox operating their own ADP facilities whoen it Is shown to

be advantageous to the Agency fow them to do s0, the declsion to acquire
major new facilities either inside or outside of OCS or to make major
changes to upgrade such facilities will require comprehensive study to

Justify such a course anﬂ approval at the Exacutive Director-compuouer o

level, , . o

4. There aro several benchimarks in the development of ADP
applications. Responsible management judgment at the operating
coraponent and Directorate level must be brought to bear as each of
‘these bonchmarks {8 veached and a declsion made about whether to
proceed o the next phage or seck some alternative solution. Primecipal
benchmaxks at which this review and declsion making should take place
FY I ,

a. At the time the problem bas beon identified, the
objective atated, and a concept of a solution has been
daveloped. &

b. When, the &eﬂnitwu of the problem has been completed
zmd tha i‘easlbility of an ADF sclution has boan detarmiued. )
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¢. When design specifications for the proposed system

have beon completed. R

L

, 5. The talent and technical competence necessary to focus on
these mattera is scarce and cannot exist in every component of the
Agoncy. Therefora, Information Processing Coordinators appointed

B : by each Deputy Director should be charged with responsibility for: . . .

R I a. Roviewing programs and plans to asslst operating
D officlals in identifying probloms which moy lend themgyolves
' © " to ADP solutions, and in doveloping concepts of systoms to
~ 4. arrive at those solutions. |

e ::i e b. Assisting managers in identifylng data and developing

" information nocessary to permit thom to exercise the judgments .

called for in paragraph 2 above.’

¢. Assisting managers in deflning problems and offering . 3
.7 puidance in the development of documentation necessary to
~ gupport decisions which must be made as oach of the benche

7 marks s reached. '

d. Advieing Deputy Directors on ADF matters generally
and making speciiic program recommendations as appropriate.

6. The Information Processing Coordinators of the Directorates,
with & chalrman to be appointed by the Executive Director-Comptroller,
. will comprlse the Agency Information Processing Board, The Board will

pneet ut the eall of the chairman or at the roquest of any of its members.

The Doard will be responsible fou:

a. Assisting in the formulation of policy and planning
. guidance conceraing CLA's information processing actlvities,
both internally and as they rolate to other agencles and to
* . the intelligence corunuaity. '

b. Roviewing proposed ADE applications|which have
.. signifleant]resource Implicatlons|at the time the firat bench-
o - ' moark is roached to determine whether and to what degree it
. may duplicate or reluto to othes exlating ox planned ADP
. activities in other Dlrectorates; to determine tha need for
 compatibility with other activitles In the Agency; and to suggest
- means by which cornpatibility may bo achieved where theve is
a nood, PR BRI R S
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i c. AHosisting as appropriate in determining what facilitica' '
| ox pystems ave to be used {0 solve particular problems, '

4. Adviging the Execcutive Director-Comptroller on ADP
© matters generally and offering specific racommendations as
appropriate. ‘

7. The Board will draw on the Information Processing Staff,

O/PPB, and other (ndividuals or components in the Agency as necessary

to accomplish its mission. It should bo recognised, for example,
complote planning and budgeting for ADP applications requive that
attention be given during the early conceptual stages to requiremaonts
for support servicas and facilities. The Deputy Director for Support

- will, accordingly, establish a Technical Facilities Committes comprised

of reprogentatives of the Offices of Communication, Computer Services,
Logistice and Security. This Commitiee will worl closely with tha ‘
Information Processing Board and each of the Directorates to consider
the impact proposed applications may be expected to have on existing
computer, space, communications and related facilities. Proposed

applications will be identifiod to this Committee as soon as the decision

- to procead has bean reached at the flrst benchmsark in ordor that vhe
. Committes will be in a position to assist in devc'loplng astimates of '
vesourca requirements fov the progravaraing and budget purpeacs, o
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S . Us/ L. T. White
ILLEGIB R A P I L. K. White

Executive Director-Comptrollesr
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